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Abstract

This work aims to identify the key pros and cons of building a new airport (Polish: Centralny Port
Komunikacyjny or Port Polska - also referred to as ,,CPK") in Poland. There is a lively discussion in this
country regarding the validity of this business and state project, but there is still a lack of scientific analysis
that would present the effectiveness and purposefulness of this investment in a management context. This
paper focuses on specific elements of the airport infrastructure development strategy for the Warsaw
agglomeration and the identification of key elements that are crucial for particular conditions in the aviation
market. This work contributes to the development of aviation management and specifically to the
construction of airport business models, but it can also be useful for practical implementations in national
aviation policies. This research (case study) is qualitative, based mainly on comparative analysis and
external source data. This approach has some limitations in the context of representativeness due to its
retrospective nature therefore, it requires further verification. However, this study allowed us to establish
recommendations for decision-makers in the area of development of passenger aviation in Poland and
further research.
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1. Introduction

There is currently an intense public debate in Poland regarding the validity of investing
in the Central Communication Port (also: Solidarity Transport Hub, polish: Centralny
Port Komunikacyjny or Port Polska, hereinafter referred to as ,,CPK"). The concept of a
large airport connected to the railway system appeared in the public debate in 2017
(Weglinski, 2019). However, the concept of a central airport for Poland has been
discussed by experts and decision-makers for over 50 years (Chabiera, 2017). In 2018,
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the Polish government established a special-purpose vehicle to build this hub, designated
its location (in Barandw — approx. 50 km from Warsaw), and began preparations for the
investment. At the same time, opposition to this solution is being raised, both by experts
and part of society. Both sides of the dispute use IATA, CAA, and other forecasts
regarding the number of passengers in passenger traffic in Poland, as well as the
limitations of the current airport infrastructure of the capital Warsaw. To thoroughly
consider the arguments raised and assess the effectiveness and validity of the CPK, it is
necessary to analyze:

- the actual state of the airport infrastructure in Warsaw and its limitations;

- comparison and justification of forecasts for the Polish aviation market;

- consequences of building the CPK.

It is important to set aside emotionally charged political arguments and base the analysis
on scientific evidence.

So far, the CPK concept has been presented several times in the literature (Chabiera
2017, Balcerzak, Kostur, Eng 2018, Serafin, Zaremba 2019, Wardak 2021, Ciechanski
2022, Mendez, Ripollés, Ramon 2025), but the situation is dynamic, both due to changes
in government decisions as well as the aviation environment and forecasts, regarding air
traffic. Some of the analyses are outdated due to unrealistic assumptions made by Polish
decision makers in 2017 (Blachut 2019). The following analysis is therefore a case study
of a large airport in central Poland that has not yet existed, which - according to the
intentions of designers and decision-makers - is to be a key communication hub for
Poland in the future.

2. Research and methods

The conducted research included a critical analysis of literature, statistical data, and
forecasts for aviation in Poland and other regions, a compilation of available actual data,
and their comparative analysis. In addition, a meta-analysis was carried out for the expert
method - based on available expert opinions projecting the consequences of building the
CPK.

2.1 The actual state of the airport infrastructure in Warsaw and its limitations

In 2024, there are three airports in the Warsaw region (Masovian Voivodeship):
Warsaw Chopin Airport, Modlin Airport (Nowy Dwor Mazowiecki - 40 km), and Radom
Airport (Radom - 110 km) (see Fig. 1, Fig. 2). At the same time, another two are
approximately 2 hours away by car (L6dz Airport - 157 km and Lublin Airport - 190 km).
There is also a GA — Babice airport in Warsaw.
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Fig 2. Map of Central Poland with catchment areas, and CPK location (Brol 2018).
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A. Warsaw Chopin Airport (The International Air Transport Association — IATA
code: WAW)

For almost 100 years, it has been the largest airport in Poland, currently serving almost
20 million passengers a year, with over 150,000 operations (ULC1 2024), by 30 carriers
on 197 destinations (flightsfrom.com 2025). In 2023, passenger traffic increased by
28.4% compared to 2022, but it is still 2% less than in 2019 - before the outbreak of the
COVID-19 pandemic. The traffic growth dynamics is 10 percentage points. higher than
the traffic dynamics of ACI Europe ports serving a similar number of passengers (from
10 to 25 million passengers per year - ACI Europe 2024). Of this, network carriers
showed increases of 24.3%, low-cost carriers of 50.7%, and charter carriers amounted to
16.5%. In total, Chopin Airport served 18.5 million passengers throughout 2023, of which
most passengers were transported by PLL LOT, followed by Wizz Air and Enter Air
(ULC2 2024).

The allowable airport capacity consists of two aspects: technical and legal. Currently,
it is estimated that the airport infrastructure allows serving approximately 20 million
passengers per year while limiting the number of daily operations to 600 - which results
from the environmental decision for the airport (Serafin 2023). However, it should be
noted that London Gatwick Airport, similar in terms of area, served over 40 million
passengers in 2023 (46.6 million in 2019) and over 250,000. air operations (Chabiera
2017, Gatwick Airport 2024). This means that even taking into account the differences in
the location of these two airports, in a technical context Chopin Airport could handle
many more passengers than currently.

B. Warsaw Modlin Airport (IATA: WMI)

The second largest airport in Central Poland. Located in Nowy Dwor Mazowiecki, it
handled 3.4 million passengers in 2023, with 20,000 air operations (ULC1 2024)
performed by only one low-cost carrier that offers 46 destinations from this airport
(flightsfrom.com 2025). Despite numerous attempts, the airport authorities have so far
failed to diversify operators, which makes its development dependent on the business
decisions of only one airline. In the published report on activities for 2023 (Warszawa-
Modlin 2024), the airport company presented new investment plans regarding the
expansion of the airport infrastructure to a capacity of 8 million passengers per year by
2029. The period of expansion of both key Warsaw airports may verify the duo-port
concept. If the cooperation brings good results and stakeholder satisfaction, it can be
further developed, also after the development work is completed (Chabiera 2017).

C. Warsaw Radom Airport (IATA: RDO)

The newest airport in Mazovia, approximately 110 km from the center of Warsaw,
handled 100,000 passengers last year (ULC1 2024), served by two carriers. It currently
offers only 4 destinations (flightsfrom.com 2025). It can potentially handle up to 3 million
passengers based on the current infrastructure. The long distance from the Polish capital
discourages carriers from opening new connections because they do not have sufficient
occupancy.


https://en.wikipedia.org/wiki/Warsaw_Radom_Airport
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D. Lodz Airport Central Poland (IATA: LCJ)

Located in the neighboring voivodeship (approx. 160 km from the center of Warsaw),
the L.6dz airport served over 350,000 passengers in 2023 (ULC1 2024) on 8 destinations
served by one low-cost carrier (flightsfrom.com 2025). Despite the relatively short
distance, the airport operated connections with Chopin Airport until 1958, which were
temporarily restored in the 1990s and 2005.

E. Lublin Airport (IATA: LUZ)

This airport, located almost 200 km from Warsaw, has been operating since 2012, and
in 2023 it served almost 400,000 passengers (ULC1 2024) offering connections to seven
cities served by 3 carriers (flightsfrom.com 2025).

F.  Warsaw-Babice Airport (no IATA code)

Located in Warsaw, it handles GA, rescue, and state flights, except for unrecorded
traffic, airtaxi does not handle passenger traffic.
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Fig 3. Comparison of passenger volumes at airports serving the Warsaw region in 2023
(own study).

The above data presents the airport situation in central Poland in 2023. It shows that of
the 5 airports serving passenger traffic in the Warsaw agglomeration (i.e. less than 200
km from Warsaw), Chopin Airport handled 81% of the traffic, and Modlin Airport 15%
of the total number of passengers at these airports, which amounted to 22,75 million
passengers in 2023. Together, these two airports handled 96% of all passenger traffic for
these 5 airports (see Fig 3). This is primarily due to the proximity to a large urban center
(approx. 2 million inhabitants of the Warsaw agglomeration) and the infrastructure
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capacity of these airports. Other airports may provide regional or subsidiary services -
e.g. related to temporary traffic handling during renovation works at major airports.

2.2 Comparison and justification of forecasts for the Polish aviation market

The air traffic forecast for Poland published last year assumes a significant, more than
two-fold increase in the mobility rate of Polish residents in the coming decades
(calculated as the ratio of the number of passengers to the population), from values
slightly exceeding one in 2022. This will translate into approximately 100 million
passengers per year and approximately 800 thousand passenger operations throughout the
country by 2040, with the largest increase expected for the Warsaw agglomeration and
should exceed 40 million passengers by 2040, which will be tantamount to a significant
increase in demand about the currently planned capacity of Warsaw airports (Zamoyska,
Ttoczynski 2023). It should be noted, however, that this forecast envisages an increase in
airport capacity by only approximately 8 million passengers, while the plans announced
in 2024 for the two largest airports serving Warsaw provide for an increase in capacity
by 10 million by 2030 (total 38 million), and therefore, it can be assumed that by 2040
their capacity will be even greater and will exceed 40 million passengers. It is also
important that in the decade preceding the issuance of the above-mentioned forecast, five
others were created (prepared by the Civil Aviation Office of the International Air
Transport Association (IATA)) with varying accuracy and accuracy (Sowinski, 2023).
They indicate large discrepancies in the expected passenger traffic for the Warsaw
agglomeration - from approx. 30 million to 40 million passengers in 2030 and from
approx. 45 million to 50 million passengers in 2040 (which is significantly more than in
the last forecast from 2023 mentioned above). Importantly, these data refer only to the
two airports closest to Warsaw, excluding, for example, the Warsaw-Radom airport.
Moreover, the above-mentioned forecasts refer to a significant increase in the mobility
coefficient of Poles (even up to 2.76 in 2040, with current data for Poland - 1.4, Germany
- 1.87, and France - 2.01), but at the same time, the Polish Main The Statistical Office has
updated demographic forecasts and assumes (in the medium variant) that by 2040
Poland's population will fall below 35 million (GUS 2023).

2.3 Consequences of the construction of the CPK

For over 50 years, there has been a debate in Poland about a new, large airport (Chabiera
2017), and in 2018, the Polish government established a special purpose vehicle to build
this hub, designated its location in Baranow (approx. 50 km from the center of Warsaw)
and started preparations for investment. The initial assumptions indicated that it would
serve up to 45 million passengers in 2040, and have now been adjusted to 40 million in
2040. This would mean that it will achieve a capacity equal to (or slightly less than) the
assumed demand values for the Warsaw agglomeration for this period. This means that
the simultaneous operation of Chopin Airport and Modlin Airport would cease to make
any sense. However, the cost of this hub (including accompanying investments) is
approximately USD 33.5 billion (PLN 131 billion), to be incurred by 2032 (Lasek 2024),
and the company selected to supervise the implementation of the airport investment itself
estimates the cost at approximately PLN 8.5 billion USD (Hill 2024). The difference
results from the scope of the investment, which is to cover a large intermodal transport
hub, including new railway routes, centrally adjacent to the CPK (spoke concept) and its
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full integration with the national and international road network. Despite the obvious and
intuitive benefits of building such a transport hub, it raises many controversies:

- business - according to the above analysis, infrastructure costs are very high
and will not translate into a return on investment within the expected period. For
example, the current revenues (in assumptions for 2023 based on the analysis of
the financial statements of the management company) of the twice smaller Chopin
Airport are approximately USD 250 million (with profits of USD 96 million).
Even a constant increase in passengers corresponding to the forecasts mentioned
above will not translate into the financial results of CPK that would justify such
an investment, and the costs of its depreciation and the duration of maintaining
the durability of the infrastructure undermine the business feasibility of the
project;

- social - the construction of a "green field" airport will cause protests from local
communities, whose inhabitants will be forced to relocate. Various social
initiatives have been active for several years protesting against the construction of
the CPK;

- transport - according to the analysis above, the CPK will make logistic sense
only if passenger traffic at Chopin Airport is closed, which means that access to
the main airport for the capital of Poland will be significantly longer, and even
assuming a fast railway connection (the construction of which will be long-lasting
and expensive ) the costs of getting to the airport will increase significantly;

- political - the construction of the CPK was initiated by one of the parties to the
political dispute dividing the Polish parliamentary scene, as a flagship investment
that is to translate into Poland's position in the world. However, after the change
of government as a result of the parliamentary elections in 2023, the narrative has
changed and those in power are looking for justification for continuing the
investment, making it more realistic, or changing the scope.

On the other hand, the implementation of the CPK means new jobs, an increase in
Poland's transport potential, the liquidation of the airport located in the city, which is
burdensome for the neighborhood, fewer environmental restrictions on the new
infrastructure, etc.

2.4 Comparative analysis

To build a comparative model for the CPK, it was decided to compare the investment
in question with others with comparable parameters and assumptions for this research. To
identify appropriate cases, the following criteria were established: port construction in the
last decade and assumed throughput of at least 30 million passengers. A review of
available data (derived from information from airport management companies) allowed
the identification of the following airports:

2.4.1 Istanbul Airport (IST) - Turkey, opening: October 2018. Capacity: In the
first phase 90 million passengers per year, with plans to expand to 200 million. Cost:
approximately $12 billion (phase 1 only);
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2.4.2 Beijing Daxing Airport (PKX) - China, opening: September 2019.
Capacity: Target: 72 million passengers per year (with the possibility of expansion
to 100 million). Cost: approximately $18 billion, which included the costs of building
terminals, runways, associated transportation infrastructure (rail, road), and air traffic
management systems;

2.4.3 Berlin Brandenburg Airport (BER) — Germany, opening: October 2020
(after many years of delays) Capacity: Approximately 45 million passengers per year
in full operational phase. Although long-awaited, BER replaces the older Berlin
Tegel and Berlin Schonefeld airports, which were either closed or incorporated into
the new complex. Cost: approximately USD 8 billion (initially it was planned to be
USD 2.5 million, but the investment was significantly delayed - it was originally
supposed to open in 2008, which was due to environmental reasons related to noise
and environmental protection, technical faults and extended certification);

2.4.4  Chengdu Tianfu Airport (TFU) - China, opening: June 2021. Capacity:
Target 60 million passengers per year. Cost: approximately USD 11 billion, which
allowed the construction of the entire complex with three runways and terminals;

2.4.5 Qingdao Jiaodong Airport (TAO) - China, opening: August 2021.
Capacity: Target: 35 million passengers per year. Cost: About 6 billion USD to
create terminals, two runways, and transportation infrastructure connecting the
airport with the city.

An analysis of the business and economic environment of the above-mentioned
investments and their original assumptions shows that the most similar project is the
German BER airport, but even the largest of them had much cheaper financial
assumptions (which is partly due to ambitious plans for the accompanying infrastructure
and the increase in construction costs in recent years).

The summary (see Table 1) indicates a very high cost of the CPK investment, and the
experience of constructing the BER airport may mean that the implementation time and
total costs will be even higher than expected.

Table 1: List of selected analogous investments and CPK.

Airport approximate cost throughput per year (pax) throughput cost 1 million pax
1 IST $12 billion 90 million $133 million
2 PKX $18 billion 72 million $250 million
3 BER $8 billion 45 million $178 million
4 TFU $11 billion 60 million $183 million
5 TAO $6 billion 35 million $171 million
6 (plan) CPK $8,5 billion 40 million $212,5 million

Own study based on data from airport management companies.
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3. Results

The analysis presented above (see 2.4) indicates the economic unprofitability of the
CPK project. Moreover, decision-makers assume that it will be an airport for network
airlines (FNCS) because it will be simply too expensive for LCC (Lasek 2024). This
assumption completely does not take into account the fact that in Poland the greatest
increases are recorded by LCC - the two largest carriers in Poland: Ryanair and Wizzair
carried 6.27 million passengers in 2023, which constituted 62.17% of the total air
passenger traffic in this country (increase by 19% compared to 2022, and the entire LCC
traffic for 2023, according to the Polish aviation authorities, amounted to 6.7 million
passengers, which constitutes 66.43% of the total passenger air traffic for this year in
Poland - 10.09 million passengers (ULC3 2024). Therefore, according to the decision-
makers, the construction of the airport is to serve mainly (87%) FSNC traffic, which,
however, will not generate (based on the forecasts mentioned in point 2.2 above)
sufficient demand to use the planned infrastructure.

So what will be the further consequences of the development of CPK? The
infrastructure change will translate into changes in the business models of air carriers
operating in Poland. Flights will be much more expensive, which will be another factor
worsening the effectiveness of air traffic forecast assumptions. Environmental trends
cannot be ignored, which, with the development of railway technologies, will also reduce
the dynamics of the increase in the mobility rate of Poles.

It is also worth noting the growing number of intercontinental connections from Polish
agglomerations other than Warsaw. In 2023 they were available (flightsfrom.com 2025):

1. Krakow-Balice Airport (KRK):
- Chicago O'Hare (ORD) USA - connection operated by PLL LOT.
- New York-JFK (JFK) USA - connection operated by PLL LOT.
- Toronto-Pearson (Y'YZ) Canada - connection operated by PLL LOT.

2. Katowice-Pyrzowice Airport (KTW):
- Dubai (DXB) United Arab Emirates - connection operated by Wizz Air.

3. Gdansk-Lech Watlesa Airport (GDN):
- Dubai (DXB) United Arab Emirates - connection operated by Wizz Air.

4. Rzeszéw-Jasionka Airport (RZE):
- Newark (EWR) USA - connection operated by PLL LOT.

This means that the infrastructure of regional ports will enable the development of this
type of direct connection, which will translate into a reduction in the potential of CPK to
generate transfer connections, especially with high operating costs and investment
depreciation.

4. Discussion

According to the information provided in the introduction (see point 1), there are not
many analyses regarding CPK. Those who are critical of this project (Serafin, Zaremba
2019) link its success with the fate of the national Polish carrier - PLL LOT (FSNC - Full
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Service Network Carrier), whose development plans, however, do not provide grounds
for a positive assessment of the possibility of generating traffic at a level that would at
least partially justify for business investment purposes. Assuming that CPK takes over
the traffic of Chopin Airport (while Modlin Airport remains for LCC — Low-Cost Carrier
traffic) is not sufficient. Huge new transfer traffic would have to be created (due to
Poland's location mainly in the Europe-Asia direction), but this was not taken into account
in the current passenger traffic forecasts for Poland (see Section 2.2 above). Moreover,
the political situation, in particular the war in Ukraine, has significantly limited the
potential of LOT Polish Airlines to develop Asian destinations, as the ban on flights over
Russia undermines the business efficiency of such destinations, compared to, for
example, the airport in Istanbul.

Of course, aviation technologies are developing rapidly (Scheibler, Puchata 2022),
which may lead to increased efficiency of new daily aircraft circulations on long routes
(e.g. Europe-Australia), but considering the potential of the global aviation market, it is
difficult to assume that PLL LOT will be the market leader in this respect.

The assumptions presented above allow for concluding the form of a negative impact
of the construction of the CPK on the development and growth of passenger air traffic in
Poland, and, consequently, the lack of justification for this investment project in its
current assumptions. However, it can be concluded that after in-depth analyses and more
realistic forecasts taking into account the above-mentioned reservations, in the
perspective of not 10, but 20 or more years, Poland will potentially need a new, large
airport. However, it should not replace the existing infrastructure, but should properly
complement it with generatively growing passenger traffic. There is no comparable large
transfer hub in Central and Eastern Europe, which creates grounds for undertaking further
analyses that would justify a project such as CPK given the changed business model.

In this context, an alternative plan should be taken into account, which is undoubtedly
the development of the existing airport infrastructure in Warsaw (i.e. Chopin Airport and
Modlin Airport) and the implementation of the duo-port concept, which will potentially
significantly increase capacity and improve the organization of air traffic in Warsaw
(Chabiera 2017, Serafin, Zaremba 2019).

5. Limitations and future research

This work was written in specific political and economic circumstances and it is not
certain whether even the near future will not bring far-reaching changes in the CPK
concept. The project, which is a large public infrastructure investment, was proposed by
the previous Polish government and is currently being continued by the then-opposition,
which had previously criticized it as megalomania unmoored from Poland's economic
realities. This is a business venture that is highly sensitive to the economic and social
environment (Esposito, Terlizzi 2023), so current data may not adequately reflect possible
changes. Moreover, the analysis was based on available research data, while it was not
possible to obtain data from the CPK company, as it constitutes a business secret; its
disclosure could also affect its competitive position and the decisions of its owners.

Future research should constitute a current update of the assessment of the effectiveness
of the CPK concept, taking into account the potential progress of work on the creation of
this airport, and provide decision-makers and managers with tools to optimize selected
business development paths.
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6. Conclusions

The analyses and research carried out made it possible to question the validity of
building the CPK in the currently adopted business model for this investment. They
demonstrated a lack of economic justification, a negative impact on the development of
passenger traffic in Poland and the Warsaw agglomeration, and an unjustified
undermining of the potential of the existing airport infrastructure in Warsaw. At the same
time, they did not eliminate the concept of a new airport for Central Poland but forced a
new approach to the basic assumptions for this type of project. It is reasonable to continue
research work on the design of airport infrastructure in central Poland, verifying the new
business model for the central airport in comparison with the results of airlines operating
in Poland, which are a derivative of the demand for this type of transport connections. It
would be advisable to bring the CPK concept into line with the real capabilities of air
carriers, forecast demand, and the economic and social situation of Poland.
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